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TASK FORCE ON CAPITAL FINANCING AND CONSTRUCTION

SUMMARY OF REPORT TO THE NEW YORK CITY BOARD OF EDUCATICN

The President and Chancellor of the New York City
Board of Education appointed the twelve-member Task Force
on Capital Financing and Construction ("Capital Task
Force") in April 1987 to examine the physical condition
of the City's public school system; to develop a long-
term capital revitalization plan for restoring the City's
schools to the guality workplace and nurturing environ-
ment that our teachers and children deserve; to recommend
an implementation plan that would address existing weak-
nesses in the design, construction, and maintenance of
school buildings; and to propose resources to fund the
plan.

The Board of Education ("BOE")} is the nation's larg-
est public school system, with nearly one million young-
sters and more than 62,000 teachers, It has 1,050 build-
ings (totaling 103 million square feet) including an-
nexes, mini-schools, and central offices. Half of the
school buildings are more than 45 years old; some are
nearly 100 years old. The real property management re-
sponsibilities of the BOE are exceeded by those of only a
few Federal agencies; no other City or State agency has
such extensive responsibilities of this kind.

The problems in the area of school buildings are
complex. Buildings have not been adequately maintained
or repaired for years and are deteriorating. Severe
overcrowding exists in over 400 schools and is the result
of a continuing increase in the student population in
certain districts, existing zoning and integration poli-
cies that limit or dictate the transferability of stu-
dents, and educational initiatives such as reducing class
size and reallocating space for certain programs.

Despite the sheer size of the system, the BOE does
not receive enough funds to handle daily maintenance and
repair problems, let alone emergency situations. Money
for capital items is inadequate to meet increasing capi-

tal replacement and expansion needs, or to reverse severe
deterioration.



The financial problems are compounded by burdensome
approval processes required for each step of every capi-
tal project, and by existing weaknesses in the BOE man-
agement structure, Together, these problems stunt the
progress of any project and provide little hope within
the BOE for rebuilding schools and increasing the capaci-
ty of buildings. The BOE needs to manage effectively the
use of school buildings to meet the needs of students,
teachers, and the surrounding communities. But this
cannot happen until the system is returned to a state of
good repair and school buildings are made readily avail-
able for use by both students and community groups.

The primary objectives of the Capital Task Force are
to improve the efficiency, economics, and quality of the
process by which New York City public schools are reno-
vated and constructed, and to ensure that school build-
ings are opened for educational and community activities.
Rebuilding the school facilities must be viewed as dis-
tinct from, yet c¢ritical to, fundamental education pro-
gram needs. The BOE must change the way it now con-
structs and renovates its schools so that projects will
be completed on time and within budget. To assure that
the City's schools provide a quality environment for our
children, it is crucial to involve teachers, principals,
students, administrators, and others in the design pro-
cess.

The findings of the Capital Task Force are based on
a review of previously published studies, tours of
schools, numerous interviews with BOE and school offi-
cials, and discussions with City representatives, admin-
istrators from other school districts in the country,
educational experts, and professionals from the construc-
tion industry.

This report, the first of three to be presented for
BOE consideration, recommends changes to strengthen the
management structure at the BOE and provides the frame-
work for restoring the City's public school buildings.
The other reports will focus on developing priorities for
a long-term capital plan and will propose a funding pack-
age to support a five-year capital program.

. _The following proposals present a foundation for
Instituting real improvements at the BOE.



RECOMMENDAT IONS

I. Management

I-1: Enact Legislation to Create the New York
City Schoels Building Authority, an Agency
Independent of the BOE, to Renovate and
Construct Schools

The Schools Building Authority {("Authority") will be on
an emergency mission to revitalize the system; hence, the
Authority should be exempt from the restrictive requla-
tions and delaying factors that would slow the pace of
the construction program. The new Authority's sole pur-
pose should be the implementation of construction, reno-
vation, and other improvement projects for the BOE., The
agency should be a New York State public benefit corpora-
tion, or, possibly, a subsidiary of an existing New York
State public agency, provided that real management bene-
fits are gained, and that the Authority has an indepen-
dent Board. The Authority will require the powers and
exemptions necessary to acquire sites, to design pro-
jects, and to deal effectively with contractors. The
Authority's seven-member governing board will include a
majority of mayoral appointees. The President of the
Board of Education, the Deputy Mayor for Policy and Phys-
ical Development, and the Chairman of the City Planning
Commission will serve as ex-officio members.

I~2: Appoint a New Deputy Chancellor for School
Buildings

The new Deputy Chancellor will direct two new divisions
at the BOE: the Capital Program Division, which will
handle the long-term planning and the development, admin-
istration and coordination of capital projects; and the
Division of Building Services, responsible for mainte-
nance, minor repairs and building management. In addi-
tion to these responsibilities, the Deputy Chancellor
will be the principal liaison between the Board of Educa-
tion and the new Schools Building Authority.

I-3: Establish a New Capital Program Division

This new division's primary responsibility will be re-
turning the system to a state of good repair and provid-
ing a seat for every student. It will report to the
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Deputy Chancellor for School Buildings. The functions to
be housed within this division include capital program
development and management, long-term facilities plan-
ning, and capital budgeting. The division will consult
with educators and builders to translate educational
program requirements into capital project plans. Two
immediate priorities of the division Director will be to
develop a five-year capital program and, in conjunction
with the five-year plan, a plan for scheduling construc-
tion work in occupied buildings.

I-4: Create a New Division of Building Services

This new division, also reporting to the Deputy Chancel-
lor for School Buildings, should be responsible solely
for maintenance and operations, The division Director
must institute a more responsive and efficient mainte-
nance system, must develop a management plan for elimi-
nating the maintenance backleg, and must develop a budget
plan suitable for sustaining an effective ongoing mainte-
nance effort. The Division of School Buildings should be
abolished. After appropriate evaluation by the new Au-
thority and/or the new Deputy Chanceller for School
Buildings, only those current DSB employees deemed quali-
fied should be offered jobs in the new Authority or as-
signed to either of the two new divisions,

I1-5: Grant A Portion of the $600 Million MAC in
1/88 to the Division of Building Services
for Maintenance

A dollar today can be more effectively spent on mainte-
nance than on capital. We propose that a portion of MAC
surplus be made available in January 1988, to fund main-
tenance initiatives through June 30, 1988. The money
will be used to address safety issues and to begin ad-
dressing the maintenance backleog. The BOE must present a
management plan for undertaking this work before receiv-
ing any MAC funds, in order to ensure the effective ex-
penditure of the grant. It is of crucial importance to
this plan to obtain an agreement in principle now from
the City to fund the recurring operating expenses result-
ing from these new hires and initiatives.



I-6: Restructure the Custodial System to Increase
Custodians' Accountability and Expand their
Responsibilities to Include Minor Mainte-
nance

The Custodians should participate in the maintenance
effort, provided that a true supervisory structure can be
instituted. 1In order to accomplish this, certain key
changes must occur in the custodial system. The custodi-
al system must be supervised by people in independent and
accountable management positions. The Principal should
be responsible for his or her own building, with substan-
tive authority over the Custodian, including input into
the Custodian's performance evaluation. The rating and
transfer plan for Custodians must be weighted more toward
performance and merit. Custodial Supervisors should see
an expansion of their role, numbers, and responsibil-
ities. The Custodians should receive a salary for over-
all management of a building, including the duties of
keeping school buildings open from 7 AM - 10 PM, and
cleaning and maintenance. The system of opening fees and
extra-activity earnings must be abandoned.

I1. Capital Program

I1-1: The BOE Should Develop a Five-Year Capital
Program for July 1989-June 1994

The BOE should adopt a capital plan based on a long-term
strategy to restore the system to a state of good repair
and to provide a seat for every student. The overall
thrust of the plan should be: to halt and reverse the
deterioration of school buildings; to establish life-
cycles for replacing building components; to produce a
physically modernized system that reflects current pro-
grammatic and educational needs; and to achieve these
goals within a reasonable time.

II-2: An Internship/Jobs Program for High School
Students Should be an Integral Part of the
Capital Program

The Capital Program presents a major opportunity for
creating internships and career ladders for graduates
from the Board of Education's high schools. The High
Schools Division of the BOE should work closely with the
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Schools Building Authority, labor unions (including union
training and apprenticeship programs), and private con-
tractors' associations to develop and implement such a
program.

III. Design and Related Issues

III-1: Immediately Update Building Specifications

Building specifications should be updated immediately to
eliminate obsolete material specifications, to comply
with code requirements, and to focus on educational
goals.

ITT1-2: The BOE Should Develop and Adopt Guiding
Educational Principles

The BCE should adopt a set of gulding educational princi-
ples that provide the basis for designing and planning.
These should be non-negotiable objectives, such as opti-
mal building size, desired class size, etc.

ITI-3: Advisory Committees Should Be Formed to
Develop Educational Specifications for
Prototype Designs and Individual Buillding

Design

The BOE should involve administrators, staff, students,
and members of the community, when determining the pro-
grammatic requirements for school designs. Committees
should be formed immediately to support prototype design
efforts now under way.

IV. Funding

Iv-1; The City Should Increase the Capital Com-
mitment to the BOE in its Ten-Year Capital
Plan

Countless numbers of children have already passed through
the schools while the buildings were being neglected and
many more will do the same while the system is being
restored. It would be a tragedy to take more than ten
years to return the system to a state of good repair.
Although the total funding package must await the presen-
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tation of a five-year capital program, we know enough
today about the existing backlog of needs to recommend
strongly that the City now commit to providing additional
funding in the first five years of its plan.

Iv-2: Update the Eligibility Requirements Gov-
erning Implementation of the State Build-
ing Aid Program

The crisis in the City's public school buildings requires
focused and singular attention, and is too great to be
caught in the trade-off of the "shares" negotiations.,

The Standards for Computing School Building Capacxty and
Capacity of Additions, as well as the rules governing
eligibility for State Building Aid, promulgated by the
State Education Department, must be made current in light
of the changes which have taken place in the way schools
are organized and the capital costs they incur.

Iv-3: Amend New York State Education Law Section

3602 to Permit Direct Payment for Debt
Service

Although the Capital Task Force is not proposing a com-
plete funding package at this time, the Capital Task
Force suggests making State Building Aid a more effective
revenue source for school construction. An effective
capital source permits the ability to make long-term
commitments to a program, instead of piecemeal planning
on an annual basis., If the option existed whereby State
Building Aid could be contracted for directly, service
contract bonds could be leveraged against such a con-
tract.
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INTRODUCTION

The President and Chancellor of the New York City Board
of Education appointed the twelve-member Task Force on Capi-
tal Financing and Construction ("Capital Task Force") in
April 1987 to examine the physical condition of the City's
public school system; to develop a long-term capital revi-
talization plan for restoring the City's schools to the
quality work place and nurturing environment our teachers
and children deserve; to propose resources to fund the plany
and to recommend an implementation plan that would address
existing management weaknesses related to the design, con-
struction and maintenance of school buildings.

This is the first of three reports to be presented to
the Board of Education ("BOE"} to start the process of re-
storing and managing the City's public schools. The other
reports will focus on developing priorities for a long-term
capital plan and will propose a funding package to support a
- five-year capital program.

This report is based on a review of previously pub-
lished studies, tours of schools, numerous interviews with
BOE officials and staff, and discussions with City offi-
cials, school officials from other cities, educational ex-
perts, and professionals from the construction industry.
The members of the Capital Task Force wish to express their
appreciation to those people for their time and for their
insights. Thanks is also due to the over 2,000 Custodians
and Principals for their cooperation on the buildings sur-
vey.

The report describes the ongoing work of the Capital
Task Force and recommends actions for the BOE to consider
regarding the creation of a structure within which the re-
building of the system can begin,
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EXECUTIVE SUMMARY

At a time when the BOE is attempting to broaden
the role of schools to provide more specialized attention
to students as well as to support an expanded community
role, our school facilities are not available at a rea-
sonable cost or in proper condition to effectively house
these programs,

At many of the schools, as a result of deterio-
ration or overcrowding, children do not have access to
drinking fountains, bathrooms, playgrounds or even a seat
in a proper classroom. School buildings are opened eve-
nings and weekends only at great expense. The excessive
costs are the result of collective bargaining agreements
that give Custodians control of the school buildings.

The Custodian, not the Principal or the community, has
keys to the school.

While it is difficult to measure the importance
of a healthy working and learning environment, there 1is
no doubt that the conditions of some of the City's school
buildings provide serious impediments to, if not outright
prohibition of, teaching and learning. Thousands of
children cannot find adequate seating at over 400
schools. Over 600 buildings require some type of major
repair work and/or component replacement., Reports over
the last few years have documented the countless unan-
swered repair requests, the unsightly conditions, and the
unsafe environment in many classrooms in the City's
school system,

The nature of the problems in the school build-
ings is complex, involving serious physical deterioration
complicated by the lack of adequate space in many
schools. Overcrowding stems from a continuing increase
in the student population concentrated in certain dis-
tricts, zoning and integration policies that limit or
dictate the transferability of students, and educational
initiatives such as reducing class size and dedicating
space for individual programs that compete for space.

The sheer size of the system is daunting. The
Board of Education is the nation's largest public school
system, with nearly one million youngsters and over
62,000 teachers. The BOE's facilities encompass 1,050
buildings (totaling 103 million square feet) including



annexes, mini schools, and central offices. Half of the
school buildings are over 45 years old, with some schools
nearly 100 years old. The real property management re-
sponsibilities of the Board are exceeded by those of only
a few Federal agencies; no other City or State agency has
such extensive responsibilities of this kind.

The Board receives approximately $40 million
each year for direct maintenance costs and approximately
$200 million for capital projects. Yet the many years of
deferred maintenance and inadequate capital funding have
resulted in a tremendous backlog of maintenance and de-
ferred capital items measuring in the billions.

. Maintenance funding is not adequate to handle
the daily maintenance and repair problems, let alone
emergency situations; and the capital funds are wholly
inadequate to meet the increasing capital replacement and
expansion needs, or even begin to reverse the severe
deterioration.

These financial problems are overlaid with the
burdensome approval processes of external agencies re-
quired for every step of each capital project and with
management weaknesses of the BOE structure. Together,
these problems stunt the progress of any project and
provide little hope within the current structure for
addressing the rebuilding and capacity needs of the sys-
tem. A crisis exists in the system, therefore, not only
due to the physical condition of the school system, but
because of the lack of organizational and financial re-
sources available to alleviate the situation and turn the
system around.

The BOE needs to manage effectively the capaci-
ty and use the school buildings in order to meet the
growing and diversifying needs of students, teachers, and
the surrounding community. But this cannot happen until
the system is returned to a state of good repair and
school buildings are made readily available for use by
school administrators and community groups as needed.

The primary objectives of the Capital Task
Force are to improve the efficiency, economics and quali-
ty of the process by which New York City schools are
renovated and constructed, and to ensure that school
buildings are readily available for all educational and
community activities. '



The physical condition of the school buildings
should be accorded a higher priority at the BOE. To that
end, we are proposing four major changes in the way the
BOE currently manages the upkeep and maintenance of its
buildings: ’

° the creation of a new agency, the New York
City Schools Building Authority, to imple-
ment design, construction and major reha-
bilitation projects for the BOE;

® the appointment of a new Deputy Chancellor
for School Buildings who would act as the
key liaison with the new Authority; the
Deputy Chancellor also would be responsible
for two newly created divisions: the Capi-
tal Program Division, which would encompass
the development and administration of the
capital program, and the Division of Build-
ing Services;

® the abolition of the Division of School
Buildings and the creation of the new Divi-
sion of Building Services, focused only on
building maintenance and management; and

® the restructuring of the custodial system to
increase the availability of schools before
and after school hours, to increase the
accountability of the Custodians, and to
increase the participation of the Custodians
in the maintenance effort.

We also propose that a portion of the $600
million of Municipal Assistance Corporation funds desig-
nated for school construction be made available now for
critical maintenance initiatives. These initiatives
include a comprehensive asbestos abatement program and
the alleviation of the shortages of staff and resources
devoted to routine maintenance and repairs, The Capital
Task Force also recommends that certain changes concern-
ing State Building Aid legislative provisions be enacted
to enhance the effectiveness of State aid as a source of
capital funding for the BOE.

The City needs to give higher priority to

schools in land use planning and economic development.
The City needs to consider the impact on schools when it
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reviews proposed new private developments. The City and
the BOE should examine more closely the viability of
constructing schools on City-owned vacant lots and build-

ings.

The effects of a decade of neglect cannot be
reversed overnight. Steps must be taken to halt the
deterioration of the system. The backlog of capital
repairs will only be compounded by continued delay, and
the costs associated with the remedy will only increase
with that delay.



TASK I: MANAGEMENT

DISCUSSION: The Division of School Buildings ("DSB") is
the BOE department responsible for all maintenance, oper-
ation, design and construction policies and programs for
the BOE. DSB provides building management services
through a network of over 1,000 Custodians. DSB employs
over 2,500 full-time staff including the Custodians (but
not including custodial employees who are not direct
employees of the BOE).

A. Construction/Renovation Management

The 8 to 10 years it now takes to build a
school is a symptom of an overly bureaucratic structure
at the BOE and the excessive number of approvals required
by external agencies. The Capital Task Force examined
three questions: how the capital budget is formulated,
how program requirements are determined, and why con-
struction projects take 8-10 years to complete.

The problems can be summarized as follows:

Poor information: no building inventory,
inadequate enrollment forecasts, little
understanding of BOE policy implications for
facility needs

Poor decision-making: no point of control,
too many outside approvals, weak leadership

Poor management: crisis mode operations;
inadequate use of management tools; no set-
ting of management priorities, weak organi-
zational structure

® Low priority of functicon within the Board.

On the next page appears a chart showing the
breakdown of the steps involved in the 8 to 10 years that
a new construction project takes. This chart highlights
the sequential nature of the process and the number of
external factors important to the process over which the
BOE has no control. The cumbersome construction cycle
discourages quality contractors from doing business with
the BOE and causes innumerable delays, faulty construc-
tion, excessive change orders, multiple claims, and cost
overruns,
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The Board of Education lacks the proven capa-
bility and credibility necessary to manage construction
of the schools., The need to address the long-term physi-
cal deterioration of the system -- coupled with the ur-
gent capital needs and the multiple approval processes
the BOE is subjected to -- necessitates moving the con-
struction function ocut of the BOE and into an independent
agency.

B. Maintenance Management

The problems in the maintenance area are less
complex than those in construction. They stem from a
lack of resources in terms of staff and budget, poor
organizational structure, and inadequate development of
properly trained staff at all levels. A repair request
travels through at least five layers of bureaucracy be-
fore a decision to act on it is made.

The maintenance units at DSB suffered severe
budget cuts during the City's fiscal crisis and have
never been restored to anywhere near their pre-fiscal
c¢risis levels. The best example is the skilled trades
staff, the heart of the major maintenance program.
Skilled tradesmen numbered approximately 1,000 in 1974
but now consist of only 673 people. However, the staff
required to address the mounting backlog of deferred
maintenance and routine maintenance needs is estimated to
be 1,500,

DSB does not have enough properly-trained staff
to write adequate and up-to-date specifications for con-
tract work, to inspect repair sites effectively, to sup-
port DSB's priorities such as automated systems, or even
to supervise employees properly and to oversee projects.

DSB has no formal staff development and train-
ing programs offered in-house or pre-packaged off-site,
the one exception being an in-house introductory training
course required for all new Custodians., Since there is
no formal employee evaluation process at DSB nor any
overall management plan setting the goals and objectives
of the division, it is difficult to determine what appro-
priate programs should be offered. Many performance-
related problems could be resolved if employees received
effective training and development and had a better un-
derstanding of the following: DSB's mission and its
relationship to the educational services provided by the
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BOE; DSB management goals and objectives; and job perfor-
mance expectations.

The budget situation at DSB is even more dis-
tressing. The current DSB Executive Director arrived
only a year ago and found resources poorly deployed,
supervised and managed. Despite the hiring of all new
line managers, there is still not enough funding to make
daily repairs or to expand the maintenance effort. An
independent consultant determined that the BOE receives
only 63 cents per square foot annually for maintenance
compared to two or three times as much spent by other
large urban school districts around the country, and
compared to $2.21 spent by the City on its own
buildings!?.

C. Custodians

Custodians are responsible for the cleaning,
heating and minor repairs of school buildings. Custodi-
ans currently report through a Chief Custodian to the
Bureau of Plant Operation, Engineering and Maintenance
within the Division of School Buildings. '

The New York City Board of Education uses an
indirect custodial system and is one of only two school
systems in the State that does (Buffalo is the other),
"Indirect” means that the Custodian is hired by the BOE,
assigned to a building, and given an "allowance" with
which to hire staff and purchase supplies in order to
fulfill his responsibilities. Thus, the Custodian's
staff, the cleaners, handymen and firemen, are employees
of the Custodian, not of the Board of Education. They
are not civil servants and have the right to strike.
There are approximately 7,000 people on the Custodians'
payroll today, 3,000 less than before the City's fiscal
crisis. That payroll is not regularly accounted for or
audited.

Under the indirect system, a school Custodian
has a dual role. He is an employee of the Board of Edu-

L "New York City Board of Education Division of School
Buildings, Comparative Analysis of Custodial and
Maintenance Services Costs and Policies," Deloitte
Haskins & Sells; December 1986, '



cation and a civil servant, and at the same time is an
entrepreneur who uses an annual sum of discretionary
funds to provide a required level of custodial services
to his assigned school. The Custodian uses his annual
allocation with relatively few restrictions to hire
staff, purchase materials and supplies, acquire capital
equipment, contract for specific services, and compensate
himself for his service as a BOE employee. In essence,
this puts the BOE in the position of contracting "out" to
an insider.

A major study was conducted in July 1983 by -
John Kaiser, a consultant, on the productivity of custo-
dial services in the City's public schools?, The report
concluded that current custodial practices and proce-
dures, as specified in various labor contract provisions,
allowed a Custodian to exceed maximum permitted net earn-
ings and promoted inefficiency and lack of productivity.

No major changes in the labor contract provi-
sions have occurred since the time of the Kaiser study to
suggest the situation has improved. The Local 891 labor
contract expired on June 30, 1987, and negotiations on a
new contract are under way.

The Local 891 contract was deemed to be a "re-
quirements contract.” This means that any task not
clearly required or well-defined in the contract is sub-
ject to negotiation and will inevitably cost the BOE
money over and above the contract wages. This includes
both task-oriented (such as graffiti removal) and time-
related (such as keeping schools open from 3pm - 6pm)
items.

Although the schools are cleaned, the contract
does not require Custodians to clean the schools every
day. Some Custodians take great pride in and great care
of their buildings, sometimes doing work that the union
claims is not required under the labor agreement. Most
do not do minor repairs, claiming that such work is not
required under the contract.

2 "Productivity and Custodial Services in New York
City Public Schools," John A. Kaiser: July 1983,



When the Decentralization Law was enacted 18
years ago, an exemption was included that enabled the
Custodians to continue reporting to Central Headquarters.
This situation, combined with the allowance system, re-
quirements contract, and the fact that the cleaners are
not civil servants, hampers appropriate supervision of
the Custodians and the cleaners.

The problem and disadvantages of the current
system are readily apparent. From a management perspec-
tive, the current system of custodial services presents
two major weaknesses -- the Board of HEducation does not
have control of its own facilities or of the Custodians,
who do.

The management problems stem from the follow-
ing:

?® Principals cannot control the cleaners di-
rectly, although the Principal is responsi-
ble for activities inside the building.
There is a-great deal of friction between
some Custodians and Principals.

° The BOE cannot directly determine the clean-
er's duties.

® The BOE cannot transfer Custodians to meet
pragmatic needs. Transfers are based on
ratings that are weighted heavily toward
seniority.

° The evaluation of a Custodian's performance
does not leave the ranks of the union.
Evaluations are completed by Custodial Su-
pervisors, who are members of Local 891 and
are not managers.

® District and Borough Supervisors earn less
than Custodians in charge of school build-
ings so that Custodians are not interested
in being "promoted" to Supervisor.

? The Custodians' recordkeeping is inadequate.

Resulting inefficiencies include:



® Even 1f an "additional" task is not needed
at all schools, the BOE has always negotiat-
ed and paid for the "additional" work on a
systemwide basis.

® Sometimes cleaning is paid for twice. For
example, the opening fee paid by a community
group for an after-hours program includes a
clean-up fee. However, the cleaner hired
for that night may not necessarily do the
work paid for, knowing that the regular
cleaner will do the work the next day.

? Larger buildings receive more than their
fair share of resources. The complex allow-
ance formulas, weighted toward square foot-
age, deny smaller schools (under 75,000 sq.
ft.) an adequate share of materials and
supplies required to do appropriate minor
maintenance and cleaning,.

° Equipment, such as snow removal vehicles and
typewriters, purchased with allowance  funds
are the property of the Custodian,

Clean schools are important, but the effect of
a clean school is lost when minor repairs, such as chang-
ing lightbulbs, unclogging toilets, or patching holes in
the walls, are neglected.

RECOMMENDATIONS 2

I-1: Enact Legislation to Create the New York City
Schools Building Authority, an Agency Independent
of the Board, to Renovate and Construct Schools

To ensure that the time to produce a new or
renovated school can be reduced to four to five years,
legislation must be enacted to create the New York City
Schools Building Authority ("the Authority") to implement
construction, rehabilitaticon, modernization and other
repair and improvement projects for the Board of Educa-
tion. The Schools Building Authority will be on an emer-
gency mission, hence, the Authority should be exempt from
restrictive regulations and time-delaying factors that
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would slow the pace of the construction program.3 The
following critical elements will be necessary for effec-
tive legislation:

(a)

(b)

(c)

The Authority should have implementation
of the BOE's capital program as its sole
priority, considering the significance of
the program to the City. Given the ex-
pected volume of construction, the agency
should not have any other responsibilities
competing with the school rebuilding ef-
fort,

The Authority should be a newly created
New York State public benefit corporation
with development, design and implementa-
tion responsibilities. No existing agency
could undertake these responsibilities
without significant organizational and
legislative changes.

One option is to create the Authoripy as a
subsidiary of an existing New York State

‘agency, provided that there are real man-

agement benefits to be gained from doing
so, and that the Authority has an indepen-
dent Board and its sole responsibility is
school construction and renovation.

Timely acquisition of appropriate sites
and the Authority's ability to deal effec-
tively with contractors are both crucial
to managing a large capital program. The
Authority should have zoning override
powers. The local community boards and
school district boards may play an adviso-
ry role; however, there should not be any
local or community override of project
plans permitted.

3 Unfortunately, without the benefit of the work of
the NYC Charter Revision Commission, it is difficult
to determine the effects of the Revision Commis-
sion's work on the proposed legislation;
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(d)

(e)

The Authority will design its own coordi-
nation program with the City and community
groups. The powers and exemptions the
Authority should have include: authority
to pre-qualify bidders and negotiate con-
tractsj authority to acquire sites and
facilities (including government—owned
properties) through condemnation, purchase
or lease arrangements; ability to retain
consultants; and authority to receive and
expend- public appropriations.

Also, if the Authority determines that
adherence to any restrictive laws such as
the Wicks Law will result in increases in
cost and time delays in a given project,
the Authority should be able to exempt
itself from such law in that instance.

From the Authority's perspective, projects
must be funded on a commitment basis, and
the budget and approval processes must be
simplified. .The Schools Building Author-
ity should become a single line item in
the City's capital budget, which elimi-
nates the multiple review of individual
projects. :

The governance of the Authority should
consist of seven appointees: four public
members and three members serving ex-
officio. Since the Board of Education
only serves the City, the Mayor should
have the majority of board appointments.
The three ex—officio members are the Pres-—
ident of the Board of Education, the
Chairman of the City Planning Commission,
and the Deputy Mayor for Policy and Physi-
cal Development or his successor in func~
tion. The public members will be two
appointed by the Mayor and two appointed
by the Governor. The public members
should have experience in construction
management, finance or education.

One of the Mayoral appointees shall also
be appointed as Chairman of the Authority.
The Chairman of the Authority should make

12



(f)

(h)

(i)

Timetable:

perlodlc reports to the BOE on the capital
repair and improvement projects the Au-
thority has undertaken for the BOE, and
attend BOE Board Meetings, as necessary.

The Authority should be permitted to es~
tablish its own personnel system. The
Authority should be able to offer competi-
tive salaries to attract highly qualified
managers and staff, The Authority should
develop and institute an aggressive affir-
mative action program in the areas of
personnel practices and contract or ser-
vices.

Although a direct ongoing relatlonshlp
with the Board of Education is obviously
critical to assure the Authority does not
operate without considering the needs of
the school system, the Authority must be
independent from 110 Livingston Street.
Establishing an agency whose sole mission
is to construct and to renovate schools
creates direct accountability for specific
goals.

No pension benefits of current DSB employ-
ees should be lost.

The new agency should be able to undertake
projects immediately.

Enact legislation during the Legislative
Session beginning January 1988, giving the
new agency as much time as possible to
assume effective responsibility for the
BOE's five-year capital program (beginning
7/1/89) and to be able to take on some
projects already in the capital pipeline.

I-2: Appoint a New Deputy Chancellor for School Build-

1ngs

The Board of Education will become the Author-

ity's client.

As a client, the BOE must maintain, oper-

ate, .and clean all school bulldlngs, as well as 1n1t1ate

construction,

rehabilitation and other improvement pro-

jects 1nclud1ng the development of educational program
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requirements. The importance of well-maintained school
buildings and the availability of a proper seat for every
student to the BOE's mission cannot be overstated:; this
should be supported by the level at which responsibility
for maintaining and protecting these assets is placed
within the Chancellor's Office. A person with clear
decision-making authority is needed. The new Deputy
Chancellor should be a point of control and responsibil-
ity in the BOE, as well as the principal liaison with the
Schools Building Authority.

The new Deputy Chancellor will have direct
oversight of two new divisions at the BOE. One division,
called the Capital Program Division, will be responsible
for long-term facilities planning, and the development,
administration and coordination of capital projects. The
other division, the Division of Building Services, will
be responsible for maintenance, minor repairs, and build-
ing management services. The new Deputy Chancellor must
make major improvements to create a state-of-the-art
contract system that is based on performance-oriented
work specifications, requests for proposals, and proce-
dures. C

Timetable: Appoint an Acting Deputy Chancellor imme-
diately to oversee the creation of the new
Capital Program Division and the Division
of Building Services until a new Chancel-
lor is selected and can appoint a perma-
nent Deputy Chancellor.

I-3: Establish a New Capital Program Division

A new division reporting to the new Deputy
Chancellor for School Buildings should be formed with
primary responsibility for returning the system to a
state of good repair. The functions to be housed within
this division include capital program development and
management, facilities planning, and capital budgeting.
Some of the particular responsibilities of the Director
of this Division should be to:

® Analyze facility needs and develop capital
program;

Initiate capital program and projects, de-—
liver to the new agency for implementation;
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® Establish site criteria, deliver to new
agency for selection and acquisition;

® Work with the Authority and the City to
identify City-owned lots and buildings which
may be appropriate for placement with the
Board for schools;

? Consult with educators and builders to
translate educational program requirements
into capital project plans;

® Review the design work of the Authority to
assure program compliance;

® Cooperate with the New Authority in schedul-
ing renovation work in occupied buildings.

Timetable: Develop organization plan by 1/31/88.

I-4: Create a New Division of Building Services

A new division should be established which
reports to the new Deputy Chancellor for School Build-
ings, the focus of which is maintenance and operations.
The organization of the Division of Building Services
must be a more responsive structure than has existed in
the past to assure that repair requests are turned around
more quickly and maintenance dollars are efficiently and
effectively spent. The Division will also manage asbes-
tos testing, inspection, and remcoval.

The Director must develop a management plan for
eliminating the backlog of repairs., This plan should
indicate how many in-house staff and outside contractors
will be used to tackle the backlog over the next three
years. This plan must set annual goals and priorities,
indicate by what percentage the backlog will be reduced
each year, and determine the staffing and budgetary re-
quirements necessary for meeting these goals.

The Director must develop a three~ to four-year
financial plan to sustain an adequate maintenance effort,
An adequate ongoing maintenance effort will ensure that
building components will attain their expected useful
lives, will protect the long-term capital investment to
be made over the next ten years, and combined with normal
capital life-cycle replacement, will maintain the system
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in a state of good repair. A serious analysis of con-
tracting out maintenance services, including possible
demonstration projects, should be undertaken.

A Human Resources Director should be hired to
coordinate the Division's personnel functions; to initi-
ate staff development and training programs; and to de-
velop an employee evaluation plan, The employee perfor-
mance evaluation plan should be based on indicators re-
lated to the condition of schools and budget management.
The Director should also review recruitment procedures.

The Division of School Buildings should be
abolished. After appropriate evaluation by the new Au-
thority and/or the hew Deputy Chancellor for School
Buildings, only those current DSB employees deemed quali-
fied should be offered positions in the new Authority or
assigned to either of the two new divisions.

Timetable: Develop organization plan by 1/31/88.
Develop backlecg management plan by
3/31/88. '

Develop financial plan by 4/30/88.

I-5: Grant a Portion of the $600 Million MAC Surplus in
January 1988 to the Division of Building Services
for Maintenance

A dollar can be more effectively spent on main-
tenance today than on capital. We propose that a portion
of MAC surplus be made available in January 1988, to fund
maintenance initiatives through June 30, 1988. Thus
money would be used to address safety issues and to begin
reducing the backlog. These initiatives include: imple-
menting an effective asbestos abatement and removal pro-
gram; increasing the number of skilled tradespeople on
staff; funding contracts for repair work; expanding the
interior plastering and painting program; developing and
preparing a detailed engineering building inventory;
placing Handymen in each elementary school; increasing
the number of maintenance contract ingpectors; and initi-
ating staff development and training programs.

A management plan should be presented before
receiving the grant to ensure the effective expenditure
of these funds. It is of crucial importance to this plan
to obtain an agreement now from the City to fund the
recurring operating expenses resulting from these new
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hires and initiatives. 1In addition, the City Personnel
Office should make every effort to expedlte the hiring
process for skilled tradespeople.

These improvements would be substantive, have
immediate results, and prevent further deterioration in
many schools,

I-6: Restructure the Custodial System To Increase Custo-
dians' Accountab111ty and Expand their Responsibil-
lties to Include Minor Maintenance

The Custodians should participate in the main-
tenance effort, provided that a true supervisory struc-
ture can be 1mplemented

The following key changes must take place:

(a) Custodial District and Borough Supervi-
sors, as well as the Chief Custodian, must
become management positions. This will
result in the Division of Building Ser-
vices having a more meaningful evaluation
process and will also create real promo-
tional opportunities for Custodians. The
Capltal Task Force believes that, ideally,
Principals should be made managers and
held responsible for their buildings, and
that a Custodian should report to the
principal.

(b) The Custodial Supervisors must be given
broader responsibility and more decision-
making authority. Decisions about repair
requests an